T he road to success must be clearly marked for individuals and teams to know where they are going and when they have arrived. A key role of occupational health nurse managers is developing a course of action and leading employees along a path toward the accomplishment of mutually beneficial goals. These goals should promote corporate purposes as well as personal and professional growth and satisfaction.
The performance management process begins with clearly defined expectations on the part of managers and the employees they support. Expectations for performance and results are expressed in the form of goals and objectives. Goals and objectives provide the framework from which open communication, planning, problem solving, evaluation, feedback, and recognition come. They guide individuals and teams toward a common end and align individual efforts in quality improvement initiatives.
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Goals are the desired achievements or outcomes of organizations, teams, and individuals. Every business or personal development plan culminates in goals. They establish the focus, direction, values, and vision toward which all members strive and against which success is measured.
Objectives are activities that support and facilitate attainment of goals. They help establish a course of action and allow measurement of progress. As members of teams, organizations, or corporations, objectives of each employee must reflect the goals of the larger organization and clearly spell out the action to be taken to help reach those goals.
Individual staff members also must have personal goals and objectives. These may be directed toward development of a new skill or improvement of an existing function necessary to more effectively meet personal, customer, and business expectations. Personal objectives developed in the work environment also must be linked to the goals of the larger team, the professional community, or the corporation.
Managers and leaders have additional goals and objectives centered around their unique responsibilities and roles. The objectives set by managers must not only support the goals of the organization, but also reflect their desire to facilitate development or improve performance of their employees and/or team. Virtually all good managers will establish objectives related to communication because they realize that without communication, the direction of a team may never become clear. Planned, regular, and logical communication provides information that individuals and teams need in order to establish meaningful objectives. Sources of information may include: mission statements, business plans, team planning sessions, performance appraisal documents, job descriptions, benchmarking data, and customer feedback.
Likewise, employees have a responsibility to communicate issues, areas for potential improvement, and possible solutions for identified barriers to achieving goals. Based on collective information from many sources, objectives that address specific goals, accomplishments, or achievements may be set.
Effective objectives are "S.M.A.R.T" objectives. The following criteria will help insure that objectives are meaningful and provide direction toward attaining goals:
Specific. The objective should clearly state exactly what is to be accomplished. Use of specific action verbs in the objective help clarify the end result and indicate how it will be achieved, for example: "Reduce the response time to in plant emergencies by implementing a networked electronic notification system" clearly indicates both the result and the actions that will lead to the desired outcome.
Measurable.
The objective should clearly indicate the level of accomplishment of the end result. This ensures that progress will be AAOHN JOURNAL MAN AGE MEN T F I L E measured objectively. The measurement leaves no question about what is expected, when and how the measurement will occur, and the criteria for appraising the results. When defining how an objective is measured, it is helpful to state the level of accomplishment and to identify the data sources. These sources can include regulations, standards, professional guidelines, feedback, and previous levels. For example: "During 1996, increase participation of women aged 35 to 50 years in the ' Baseline Mammography' screening program to 100% as recommended by the report of the American Association of Obstetricians and Gynecologists." This team obje ctive states the action to be taken , the level to be reached, and the source of the measurement.
Agreed On. Objectives are developed through a partnership among all parties committing to the activity or responsible for performance, Mutual agreement ensures the objectives are appropriately linked to goals and they will be supported. The process of reviewing and reaching agreement on objecti ves is very valuable in establishing a solid foundation and clear direction for individuals and teams alike. Engaging those who have a stake in the desired results increases dedication to the activity and improves the chances for success.
Realistic. The achievement or improvement stated in an objective must be within the realm of possibility and yet challenging. Objectives that are too easy to achieve are not satisfying and do not provide a sense of accomplishment. Conversely, objectives that are impossible to attain may frustrate or demotivate. Objectives must be within the areas of authority or span of control of the individual or team accountable for the results. An individual or team MAY 1996, VOL. 44, NO.5 mu st not commit to changes, improvements, or developments within areas or programs for which they do not have responsibility or accountability.
Time bound. Objectives should clearly specify the period of time within which the activity or improvement must occur. Deadlines and milestones serve as important criteria for evaluating progress toward meeting a goal. The time frame must be well defined, not merely "in the future" or "soon." For example: "Improve documentation of health encounters by selecting and implementing a Clinical Information System by the end of the second quarter of 1996."
Once objectives are set, a critical analy sis of resources required to achieve desired results must be made . Individuals are responsible for identifying and communicating their needs in terms of resources to managers. Managers, having collaborated and agreed on objectives, have the responsibility to provide resources required to ensure attainment of organizational objectives.
In addition to material resources, individuals and teams may identify developmental needs or experiences required to achieve objectives. Managers and staff members must collaborate to ensure that the skills , knowledge, and resources are in place or available to support accomplishment. This information must become embedded in the strategic plan of the department or organization to ensure financial , staffing , and time allocations.
Objectives are usually set at the beginning of a year or other business cycle . They may, however, be established at any time a new or emerging condition occurs. They also may be modified to be con sistent with changes in the business environment, availability of new information, or as additional requirements become evident. Often objectives may be carried over from year to year with changes to the criteria, i.e., the time frame within which something is to be accomplished or the level to be achieved.
The measurement of progress is an important component along the path to attaining personal and business succe ss. "S.M.A.R.T." obje ctives provide the criteria by which this progress (or lack of progress) is noted . Each individual, team, and manager must give and receive constructive feedback at regularly scheduled sessions and whenever it is apparent that progress is waning or direction is off course. This requires intro spection, self analysis, and open communication from and by employees, as well as astute observation by managers.
The process of performance management is a partnership that requires collaboration and agreement between managers and the staff they support. Clear expectations foster a sense of shared purpose, dedication to personal and organizational achievement, and trust. The partnership created during the goal and objective setting and monitoring process will proceed beyond performance management to continuous improvement.
It is true that the only one who can be responsible for an individual's actions is that individual. It is also true that good managers encourage individuals and team s to identify opportunity, empower them to seek ways to work more effectively, and energize them to accomplish new heights.
